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EXECUTIVE SUMMARY 


This report is a result of work undertaken by an interdepartmental committee working under the 


PS 2000 Task Force on Staff Training and Development. 


The primary objectives of this report are: 


° to inform a wide audience about the potential of technology to address the training 
challenges within the federal Public Service; and 
° to promote a wider use of training technology by putting forth recommendations 


to address identified barriers to the optimal use of this technology. 


The report recommends a series of actions to be taken by all stakeholders from senior 


management at the corporate and departmental levels to individual employees. The issues and 


major recommendations are summarized below: 


1. 


Leadership and Senior Management Commitment 
The adoption of technology to training and development and its concomitant benefits of 


cost-effective training cannot take place without the active promotion, support and 


direction of senior management. 


The Human Resource Development Council (HRDC) must provide direction and support 
to the Public Service Commission (PSC) Training and Development Canada and to the 
Canadian Centre for Management Development (CCMD) in promoting training 


technologies. 


Awareness of Training Technologies 
All levels of employees need more information about training technologies. This is 


difficult as there is no one coordinating body to act as a clearinghouse. It is 
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recommended that PSC Training and Development Canada be given the resources to act 
as a "centre of expertise" in the application of training technologies, coordinating and 
disseminating information on the activities of all stakeholders. Furthermore, Heads of 


Training need to upgrade the skills of training professionals in this field. 


Promotion of Training Technologies 
Innovative uses of training technologies must be facilitated and actively promoted 
throughout the Public Service through the establishment of research funds and 


award/recognition programs. 


Integration of Training and Operations in Support of PS 2000 
Priorities 

Information technology products and services introduced to support PS 2000 objectives 
have the potential to meet training and development needs, thus optimizing the use of 
existing resources. The training and development function must participate as a full 
partner in the operational planning processes. Coordination is needed to ensure the 
development of a network of shared services and facilities to support a federal Public 


Service training network. 


Cultural Change 


Organizational change toward a continuous learning culture is important to maximize the 
use of these technologies. Senior managers, Heads of Training, and individual employees 


all have a part to play. 


The Cost of Training Technologies 


Decision-makers require accurate and complete data with which to make informed 


decisions regarding the cost/benefits of training technologies. They need to be aware of 
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alternate financing mechanisms. The PSC Training and Development Canada has a major 


role in researching and disseminating this information. 
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INTRODUCTION 


The second report of the PS 2000 Task Force on Staff Training and Development indicated that 
further studies on specific topics would be produced. This study, Training and Technology - A 
Winning Combination, is the result of the work of a subcommittee mandated by the Task Force 


to examine the use of technology in training and development activities. 


Through consultation, discussion, and consideration of existing exemplary practices, the 
subcommittee defined a broad vision for the use and management of technology in training and 
development within the government. The vision supports the value of a continuous learning 
culture as introduced in the Task Force’s second report. As technology is totally integrated into 


the workplace, it can become a tool for enhanced productivity AND learning. 


The subcommittee looked at the present context and identified issues affecting the realization of 
this vision. This report discusses these issues and presents recommendations to further the 


effective, efficient and economical use of technology in training within the Public Service. 


This report focuses on the benefits of technology for training. One of its objectives is to inform 
a wide audience about the potential of technology to address some of the unique training 
challenges of the Public Service. The Task Force does recognize, however, that technology is 
not a panacea. It is understood that its use is dependent upon a variety of factors such as training 


content, context, and audience. 


An important objective of this report is to encourage a wider use of technology in the training 


and development of public servants. To this end, the report will: 


° define and give examples of training technologies as necessary background 


information, 
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describe the benefits of technology for training, 
identify barriers to the optimal use of these technologies, and 
set out recommendations to maximize the use of training technologies within the 


federal Public Service. 
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CHAPTER 1: WORKING AND LEARNING WITH TECHNOLOGY 


1.1 A Scenario of the Future 


Pauline Martin, a research project manager in a small government department, enters her office- 
study. The focal point is her multi-media workstation: a powerful personal computer with a 
videodisc player and a Selection of input devices such as a mouse, graphics tablet and touch 
screen. With these tools she has access to information and communications systems linking her 
to colleagues across Canada and throughout the world, allowing her to do her job quickly and 


efficiently. 


Today, Pauline will brief her team on a new research project. She realizes that to get the job 
done on time she and her team will need to learn how to condense vast amounts of information 


into useful knowledge. 


Pauline decides to prepare a multi-media, interactive training package on generic how-to-learn 
Skills for herself and her team. If the package is well designed, it will be placed in the 
government's central learning bank and made accessible to users across the country using the 
government's high-definition communications channel. This will allow cost recovery and ensure 


maintenance costs are met. 


First, Pauline checks the on-line course catalogue to see what, if any, off-the-shelf courses are 
available. Using her finger as a scanning tool, rather than her voice or her keyboard, she 
requests the computer to display all relevant courses. She finds a computer-based program on 
learning styles, a good introduction to her course. She checks course availability, checks her 
team members’ agendas and registers, all at the same time. She knows course confirmation will 


be transmitted electronically within the hour. Once the course is successfully completed, she and 
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her team need only file their evaluation report with the computer to automatically update their 


personal training file. 


At 2 o'clock, Pauline meets with her team in their learning centre, a room equipped for group 
learning activities. Using the multi-media workstation, Pauline demonstrates some of the 
elements of her self-paced, interactive learning package: video clips of case studies, graphics 


taken from a European databank displaying learner profiles obtained from Canadian Statistics. 


The team insists that the package be available on everyone’s workstation for those who prefer 
individualized learning to group presentations. Everyone agrees to the use of an intelligent 
tutoring system so the computer can tailor the instruction to the user’s personal learning Style 
and learning needs. Learning will be faster and more effective, ensuring that this package will 


sell well. 


At the conclusion of their discussion, Pauline turns on the videoconference workstation and joins 
members of the Advisory Council in Calgary, Winnipeg, Quebec City and Halifax. She wants 
to make sure they approve of her project plan. Several members show a keen interest in the 
multi-media training package and ask that Pauline send them the plan along with cost details. 
Pauline does so immediately using the computer’s electronic document exchange capability and 


promises to reply electronically to any of their concerns .. . 


1.2 A Vision for Training and Technology Within PS 2000 


This scenario illustrates our vision of the use of training and technology within the Public 


Service: 


Technology will provide all federal public service employees across Canada 


access to education and training as part of a continuous learning culture. 
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The PS 2000 initiative focuses on organizational change around the values of service to the 
public and improved human resource management. Technology, integrated within a continuous 


learning culture, can facilitate such a renewal. 


Pauline Martin, in the future scenario, has the tools to take charge of her own learning, to gain 
consensus, to promote Open communications as well as to deliver a product quickly and 


efficiently. Her work environment enhances her productivity AND supports her learning. 


1.3. The Present Context 


The work environment within the Public Service is changing rapidly and must change for Canada 
to remain competitive in a global, technology-driven society. New and greater demands are 
being placed on the training and development function as human resource development takes on 
a higher priority. At the same time, the Public Service is building its technology infrastructure. 
The timing is right to explore the opportunities that these technologies offer to provide affordable, 


accessible, quality learning to all public servants. 


The Public Service needs a flexible, motivated, innovative workforce. To enable employees to 
cope with the complexity of modern tasks and their continuously changing nature, and to 
encourage employees to initiate innovation in the workplace, training must focus on the 
development of high-level thinking and problem-solving skills and on the transfer of these skills 
to the job. Appropriate design and effective methods can be complemented by the innovative 


uses of training technologies to achieve this objective. 


The Public Service has over 200,000 employees across Canada. Its workforce is aging. The 
accelerating pace of technological change and the new initiatives from PS 2000 demand a multi- 
skilled, flexible workforce. New employees with the right skill set are in short supply. Re- 


training of existing staff to remain productive in this environment will increase the demand for 
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training. Traditional instructor-led, classroom-based instruction will not meet these increased 
demands in a time of fiscal restraint. Where content and number of trainees warrant, training 
technologies have already proven a cost-effective alternative within the Public Service (for 


example, Revenue Canada - Taxation). 
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CHAPTER 2: TECHNOLOGY - A WINDOW OF OPPORTUNITY FOR 
TRAINING 


Training, throughout this report, is taken in its broadest sense to include any learning activity 
whether for job-skills training, professional development, or general education purposes. Thus, 


training technologies are those technologies which support and facilitate learning. 


"Technology", on the other hand, is more than a machine; it is the capability to process large 
amounts of information quickly, efficiently and economically. New advances have added the 
capability to capture, store, transmit, and interact with images, sound and text. Totally integrated 
into the work environment of the organization, technology provides new tools for productivity, 


time-management, and problem-solving. What are these training technologies? 


2.1 Examples of Technologies Used to Support and Facilitate Learning 


The computer is the central information-processing tool. Used as a training tool, it allows 
the individual more control over the learning process. Training can be accessed on the 


job, anytime. Learning is self-paced, adapted to the needs of the individual learner. 


Traditional computer-based training (CBT) uses the computer to deliver instruction. 
Learning is interactive in that the individual responds to questions and gets immediate 
feedback. The speed and storage capability of the computer allow the presentation of 
numerous examples, simulations, and case studies that give maximum practice to the 


learner. 


Research has shown that learning is enhanced when information is presented in more than 


one way (for example, text with a visual) and when the learning context closely 
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approximates reality. Interactive videodisc systems combine full-motion video and audio 


with the power of the computer to produce a more effective learning package. 


Human interaction for consultation, information sharing, or learning is facilitated by 
technology. Computers linked through telecommunication networks collapse the 
boundaries of time and space, allowing virtually instantaneous communication anywhere 


in the world. 


Through telecommunications technology learners have access to live instructors and to 
group interaction. Learners communicate with the instructor and with other students via 
computers, teleconferencing (telephone links), or video-conferencing (video and audio 
links). Interactive television uses the omnipresent television with a "black box" interface 
to allow the learner to communicate with the broadcast studio. Group interaction 


becomes accessible to those unable to go to a central facility. 


More innovative uses of technology for learning are being explored. Expert systems 
improve the power and flexibility of traditional CBT by incorporating the cumulative 
knowledge, know-how, and experience of an expert in a particular field. From an 
analysis of the learner’s responses, the expert system can propose a solution to a 
particular problem presented by the learner. Expert systems have proven especially useful 


as operational job aids, for example in troubleshooting equipment problems. 


As yet in its infancy, intelligent tutoring systems take expert systems a step further by 
combining the knowledge and experience of the content expert with that of learning and 
training experts. Intelligent tutoring systems attempt to imitate the learner-instructor 
interaction: the learner directs his or her own exploration of the content, guided by the 
system. Learning becomes truly individualized as the system can adapt content and 


content presentation (video, audio, text) to the learner’s preferred learning style. 
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2.2 The Benefits of Technology for Training 
These technologies offer real benefits for training: 
° increased accessibility: time/place restrictions are reduced; 


° Opportunities for group interaction among dispersed or remote learners: 


telecommunications technology removes the distance; 
° consistent training: the same message is delivered to everyone; 


° increased learner responsibility and heightened motivation: technology permits 


self-paced, self-designed instruction; 


° enhanced learning: technology’s multi-media capability can respond to a variety 


of learning styles; 


° ready access to expert knowledge with less dependence on live experts; and 
° more efficient and effective processes for resource sharing and central 
administration. 


There is an additional benefit: the opportunity to stimulate economic growth. When the Public 
Service, one of the largest consumers of training products and services in Canada, can express 
its training needs in technological terms, private industry will respond. Canada has the 


opportunity now to become a showcase for the innovative use of technology in training. 


2.3 


2.4 
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The Training Challenges within the Public Service 


One of the major challenges facing the Public Service is the question of equal access to 
quality training by all public servants. Government employees are spread over a very 
large geographical area and are in many separate locations. Training resources are limited 
in providing classroom-based, instructor-led training. Technology, as a training tool, has 
the capability to deliver the same quality instruction to everyone. Distance education 
techniques combining self-paced instruction with some form of electronic communication 


with an instructor have the potential to reach all public servants. 


Furthermore, training must be provided in French and English and must be adapted to suit 
the needs of the physically challenged and other under-represented groups. Technological 


tools currently exist to make training more responsive to these needs. 


The creation of a centralized databank of courses would avoid duplication of programs 
and training resources. Departments, large and small, could download these courses via 


the computer and adapt them to their individual departmental needs. 


Technology offers a wider choice of training/learning tools to the training professional. 
Classroom-based training, group activities, one-on-one tutoring will not be eliminated by 
technology, as many fear. Training content and context will continue to determine which 
tool/technique is to be used. Training technologies, however, do offer an opportunity to 


take a fresh look at some of the training challenges within the Public Service. 


The Need for Coordination 


These are but a few examples of the types of training technologies currently available and 


how they may be used. A growing body of knowledge and research studies exist on the 
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effective and appropriate use of these technologies for learning. This information needs 


to be readily available to all public servants through one coordinating body. 


There is a real need for greater coordination among individuals and groups working in 
training technology within the federal government. Often individuals promoting training 
technology within their work units are pioneers and need the support and advice of others. 
A coordinated effort is also needed to communicate success stories throughout the Public 
Service, to share resources, to pursue funding and joint ventures, and to avoid individual 
cost inefficiencies. A centre of expertise in training technology needs to be established 
within the Public Service to provide these coordinating and information-distribution 


functions. 


The PSC Training and Development Canada has taken a first step. Its recently published 
report Using Technologies for Learning details specific technology projects undertaken 
within the Public Service. Revenue Canada, the Department of National Defence, 
Employment and Immigration are examples of large departments currently using 
technology-based training across Canada. (Sample projects are briefly described in 
Appendix A). These departments have set up training technology units to explore more 


innovative training methods. They have recognized the benefits of technology. 

Why, then, are training technologies not more widely used throughout the Public Service? 
Making Training Technology More Visible 

Using technology as a training/learning tool is a relatively new field of study. Like 


technology itself, it is also very dynamic. Developing expertise in the instructional 


applications of technology within the federal Public Service is critical to its increased use. 
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Accustomed to traditional classroom-based, instructor-led training, the training 
professional and the learner may lack confidence in using these technologies. A first step 
is to familiarize all employees, especially the training professionals, with technology and 
the ways it can enhance learning. There are various ways management can do this, 


including: 
° organizing demonstrations and training technology fairs; 


° circulating PSC Training and Development Canada’s report Using Technologies 
for Learning: this is a powerful networking tool for the beginner; 


° organizing a user group for advice and resource sharing; 

° implementing a small pilot project to initiate training staff to training technology; 
and 

° setting up a technology learning centre. This could be as simple as one 


workstation with a computer, a VCR (videocassette recorder), and a few quality 
training tutorials and films. With more resources, the learning centre could 
include several workstations using a variety of media, a library of instructional 


materials, and a support staff. 


It Costs Too Much? 


There is a widespread perception that technology is too expensive to use for training, 
especially in a time of fiscal restraint. A true understanding of the cost/benefits of 
training technologies is important. The Public Service has recognized this and is currently 


working on developing a standard costing framework for training activities. With this in 
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place, a more accurate picture of the cost effectiveness of training technologies can be 


developed and communicated to decision-makers. 
There are alternatives other than the outright purchase of equipment for training: 


8 linkages with universities, research centres, and the private sector to share 


facilities and expertise; 


° multi-year planning cycles to spread out the cost of training systems design and 


capital acquisitions; 
° leasing arrangements with an option to purchase; and most important of all, 
° the use of workplace technologies as learning tools. 
Workplace Technologies are Training Technologies 


Within the Public Service, computers are becoming more widespread. Technology will 
play a vital role in support of the PS 2000 initiative to develop a more responsive, client- 
centred Public Service. The Government Telecommunications Agency already provides 
electronic messaging and document exchange services. As well, it has a satellite network 


to provide data, image, and voice communication services to remote regions of Canada. 


These operational technologies can be used as training tools. A computer workstation can 
become a learning support system with no additional hardware acquisition costs. 
Electronic mail systems can link the user to learning centres and centralized databases. 
Self-paced computer-based training modules can be delivered at the workstation. New 


computer applications can be installed with a self-paced tutorial that can be accessed from 
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within the application itself, reducing the need for classroom instruction while providing 


an around-the-clock tutor. 


A New Role for Training and Development 


Fundamental to the use of workplace technology for training is the full participation of 
Training and Development in the strategic and operational planning processes of the 
organization. Training cannot be a tag-on to system implementation, a budget item to cut 


when money is tight. 


The PS 2000 task forces have stated the importance of training in the realization of their 
objectives. The training community’s contribution to the strategic goals of the 
organization has been recognized. It now needs a higher profile. By being a full partner 
in the planning process, the training community will be able to capitalize on new 


technological initiatives. 


The Public Service, to remain competitive, must use the tools of the Information Age. 
The training function has a golden opportunity to ensure that these workplace tools 


become training tools as well. 
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CHAPTER 3: THE HUMAN DIMENSION OF TRAINING 
TECHNOLOGIES 


The successful use of training technologies is not solely dependent upon the type of equipment 
purchased or the quality of the instructional design. People, as employees and managers within 
an organization using technology, are one determining factor. The Public Service must address 
the following issues before the full benefits of technology, whether for operations or for training, 


can be realized. 
3.1 Attitudes Are Important 


Attitudes toward technology vary from complete acceptance to total distrust and fear. 
Ignorance of the benefits of technology may be a source of resistance. Not knowing how 
to use the technology may discourage others. For these individuals, educational activities 


to enhance their knowledge and skill are essential. 


Acceptance of technology is affected by how it is introduced into the workplace. 
Technology does change the nature of jobs and working relationships. Management needs 
to ensure employees participate in the decision-making process and receive accurate 
information about the impact on their jobs. The implementation of change can be 
managed so that technology is perceived as empowering and facilitating rather than 


dehumanizing and intrusive. 


Sending employees on computer courses will not accomplish this. What is needed is a 
fundamental shift in attitude toward the creation of a trusting, open work environment 
where technology is a facilitating tool for employees to learn and grow: a continuous 


learning culture. 
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Cultural Change: A Critical Factor 


PS 2000 has recognized the need for cultural change to bring the Public Service into the 
21st century. To ensure that a revitalized Public Service is a continuous learning 
organization, the Training and Development function must be an integral part of this new 


culture. 


This type of organization nurtures opportunities for problem-solving, innovation, and 
individual growth. The Public Service as a whole, as well as individual departments, can 
support individual learning by offering challenges for problem-solving and questioning 


in all facets of the workplace. 


In a learning culture, line managers become coaches and mentors for employees by 
allowing them to take risks, by offering feedback and encouragement, by soliciting their 
participation in change initiatives such as the introduction of new technology. Open 


communications among all levels is essential. 


In this way, the individual "learns to learn", with constant benefit to the employee and 
the organization. New styles of learning are encouraged as classroom training is 
complemented by new training/learning technologies able to adapt instruction to personal 


learning preferences. Learning becomes more and more self-initiated and self-directed. 


In this environment, technology becomes a learning tool that is totally integrated into the 


workplace and supported by the organizational culture. 


3.3 


3.4 
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Management’s Key Role 


Senior management commitment is essential. Their sponsorship and participation in the 
change process is critical to the successful utilization of technology in training. This 
commitment can take several forms: allocation of resources, a demonstrated interest in 
training technologies, and a recognition of the important role training plays within an 


organization. 


This commitment may be lacking because senior managers are unaware of the benefits 
of training technologies and their potential contribution to organizational objectives. 
Training professionals within the Public Service may be unaware of the potential of these 
technologies and, therefore, cannot advise senior management. There is a pressing need 
to educate all levels of management and the training professional in the real benefits and 


cost savings of these technologies. 


New attitudes are also needed. The common belief "if you’re not at your desk, you’re 
not doing your work" discourages exploration of new working and learning relationships 
made possible by technology, such as telecommuting and distance education. The onus 
is On senior management to set up the necessary mechanisms and to encourage an 


exploration of these new working relationships. 


Leadership 


Leadership, at the corporate and departmental level, is also an important element 
as it provides a clearly defined vision, a strategic direction that all can follow. 
Currently within the Public Service, there are a variety of groups using and 


promoting training technologies. There is a strong need for a coordinating body 
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to take on a corporate leadership role to ensure communication of a shared 


orientation and avoid duplication of effort and resources. 


Conclusion 


In order to ensure that Canada remains an integral part of an increasingly 
globalized and technology-driven economy, the Public Service must deal with 
and take advantage of the social and technological changes taking place. The 
resultant training and development needs are great and urgent. More 
importantly, these needs cannot be met through existing training methods. 


Technology can provide a cost-effective alternative. 


The PS 2000 initiative affords a great opportunity to use this report as a leverage 
to change. Coordinated action is more effective than divorced action. What is 
needed is an increased awareness and promotion of technology as a tool for 
productivity AND learning, an improved management of existing resources. All 
stakeholders need to work together under the guidance of one coordinating body 
enjoying the support of senior management both at the corporate and 


departmental levels. 


What needs to be done? Chapter 4 summarizes the key issues discussed in this 
report and offers recommendations to ensure training and technology become a 


winning combination within the Canadian Public Service. 
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CHAPTER 4: MAKING IT HAPPEN: ISSUES AND 
RECOMMENDATIONS 


The variety and complexity of issues emerging in support of technology and training 
will require action along a number of fronts. Some issues are best addressed 
strategically in a service-wide context at the corporate level, while others are best 
addressed by deputy heads within each department. Many will require the reinforcing 
actions of managers, training personnel, and employees. In this light, the following 
recommendations point to the actions required at different fronts and from different 


players. 


4.1 Leadership and Senior Management Commitment 


The adoption of technology to training and development and its concomitant 
benefits of cost-effective training cannot take place without the active promotion, 


support and direction of senior management. 
Recommendations 


a) The Human Resource Development Council (HRDC) provide direction 
and support to the Public Service Commission (PSC) Training and 
Development Canada and to the Canadian Centre for Management 
Development (CCMD) to work with all stakeholders to implement the 


recommendations contained in this report. 
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b) Deputy heads articulate individual departmental visions for the use of 


technology in relation to their mandate. 


C) Deputy heads establish procedures to review and evaluate, on an on-going 


basis, the effective implementation of the departmental vision. 


Awareness of Training Technologies 


The Public Service with its large, diverse, decentralized workforce has the 
opportunity to promote the innovative uses of technology for education and 
training, to encourage the development of new applications, and to disseminate 
the results of practical experience. All levels of employees need more 


information about training technologies. 


Recommendations 


a) PSC Training and Development Canada act as a "centre of expertise" in 
the application of training technologies within the Public Service by: 

° actively consulting on training technologies and pursuing 
opportunities for collaboration among other governments, other 
departments, the private sector, universities, and research centres; 

° identifying and implementing pilot projects using training 
technologies and widely communicating the results; 

° distributing information on training technologies and success stories 


throughout the Public Service using technology whenever possible. 


b) 


C) 


d) 
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The Canadian Centre for Management Development (CCMD) develop and 
disseminate management tools, techniques, analytical frameworks, and 
decision models required by management to plan and manage the 


development and training of their employees using training technologies. 


The Department of Communications actively pursue its work in the field 
of educational technology, carry out research and development activities, 
showcase Canadian products, and facilitate the adoption of communication 


technologies and standards. 


Heads of Training develop their training staff to work in environments 

where learning is self-paced and self-managed, responsive to individual 

learning styles and needs by: 

° upgrading the skills of their staff in the selection of appropriate 
technology so that more than one mode of course treatment and 


delivery can be offered to the learner; 


° developing technology awareness programs to promote a positive 
attitude; 
° training their staff to clearly translate and publicize training needs 


in technological terms so that private industry suppliers can 
respond to the special needs of the physically challenged, to 
multicultural and minority needs, and to dual language 


requirements. 
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e) Individual employees take responsibility for their own learning by: 


° participating in seminars, workshops, and presentations concerning 
technology; 

° raising issues of technological change with their supervisor; 

° initiating informal interest groups dealing with training 
technologies. 


4.3 Promotion of Training Technologies 


Awareness of the benefits of technology for training does not guarantee its use. 
Innovative uses of training technologies must be facilitated and actively 


promoted throughout the Public Service. 
Recommendations 


a) The Human Resource Development Council (HRDC) establish a research 
fund, to be managed by PSC Training and Development Canada, for 
special departmental and service-wide initiatives to develop innovative 


technology for the training and development of their employees. 


b) Deputy heads promote the use of training technologies within their 
departments by: 

° recognizing work units or individuals who have successfully 

developed and/or implemented programs using training 


technologies; 


4.4 
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° identifying an individual to champion the use of technology in 


training and development on key decision-making committees. 


Cc) The Advisory Committee on Information Management (ACIM) and the 
Treasury Board Senior Advisory Committee Information Management 
Subcommittee (TIMS) promote the use of technology in training and 


development through their information management policies and practices. 


Integration of Training and Operations in Support of PS 2000 


Priorities 


Information technology products and services will be introduced to support 
PS 2000 priorities of better service to the public and of improved human 
resource management. These operational tools have the potential to meet training 
and development needs, thus optimizing the use of existing resources and 


promoting a culture where learning and working are one. 
Recommendations 


a) Training and Development specialists, both at the corporate and 
departmental level, develop models and examples showing the integration 
of training technologies into the work environment, which actively 


support corporate strategies and business objectives. 


b) 


C) 


d) 


e) 
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Deputy heads, in their operational and capital planning, consider the use 
of training technologies to enhance performance and reduce training 


expenditures over the long run. 


Standards be established, to be applied across the Public Service, for 
hardware, software and courseware to allow for the sharing of training 


resources and training facilities. 


Selection criteria for information systems design and acquisition include 
consideration of a built-in capability for training and development (for 


example, self-paced tutorials). 


The Government Telecommunications Agency (GTA) develop shared 
transmission services to serve as a technology platform to enable cost- 
effective communication between Ottawa and the regions and within the 


regions, thus forming a basis for distance education. 


PSC Training and Development Canada and the Canadian Centre for 
Management Development (CCMD) ensure the development and 
coordination of a network of shared services and facilities, such as 
videoconference rooms, to support a federal Public Service training 


network. 
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4.5 Cultural Change 


The introduction of information/training technology in government has far- 


reaching implications for human resource management. Changes will occur in 


the way public servants work, communicate and learn. Technology has the 


capability to support and facilitate the creation of a continuous learning culture. 


Recommendations 


a) 


b) 


C) 


Individual employees foster and support cultural change by learning about 
training technologies, by applying them to their work and in their own 
career/personal aspirations, and by sharing their knowledge and 


experiences with fellow employees. 


Training managers become agents and champions of change in 
departments: develop staff, challenge managers, participate in the 
planning of departmental operations and seek out opportunities to 


showcase new technologies through pilot projects in departments. 


Managers in each department develop strategies for the implementation 
of technologies so as to effectively manage the resulting cultural and 
organizational changes, strategies such as: 

° encouraging employee input during all stages of the process; 

° seeking out employee participation in the evaluation of the 


proposed technology; 
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° integrating training in operational planning to ensure workplace 
technologies become learning tools; 
° assigning training experts on implementation teams for Information 


Technology projects. 


d) Deputy heads foster a continuous learning environment by providing 


employees access to a technology-based learning centre. 


e) Deputy heads facilitate change by encouraging employee acceptance of 
technology through policy guidance on issues of job security and privacy 


of electronic information. 


4.6 The Cost of Training Technologies 


A major obstacle to increased use of training technologies is the widely-held 
perception that it costs too much. Decision-makers require accurate and 
complete data with which to make informed decisions. They need to be aware 


of alternate financing mechanisms. 
Recommendations 
a) PSC Training and Development Canada in collaboration with stakeholders 


and with the support of the Human Resource Development Council 
(HRDC): 


b) 
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° research and develop selection criteria for cost-effective training 
technologies; 
° research and circulate findings on the cost-benefits of training 


technologies within the federal Public Service; 

° research and communicate widely alternate ways of funding 
training technologies such as pilots and partnerships with the 
private sector; 

° identify common needs and capacities across departments to 
encourage the sharing of training resources and facilities such as 
computer-equipped classrooms, videoconference rooms, learning 
centres; 

° coordinate, where none exist, the establishment of master standing 


offers for technology-based training goods and services. 


Deputy heads ensure planned expenditures on training technologies are 
part of multi-year operational plans (MYOP) so that these expenditures 
become part of the strategic direction of the department and remain 
visible to all of senior management, thus allowing the long-term benefits 


of the initial investment to be realized. 
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APPENDIX A - Sample Projects 


Revenue Canada - Taxation 
Course Title: Software Training for the Personal Computer 
Clients: Revenue Canada - Taxation employees (about 2,000 annually) 


Technology used: Self-paced interactive video 


In 1989, 36 interactive training systems were purchased and set up in 20 
different regional offices and in Ottawa (estimated cost $239,000 including the 
courseware). Instead of attending pre-scheduled, classroom-based, instructor-led, 
introductory courses, learners now work at their own pace through the courses when 
it is convenient for them. First year savings were $70,000. In 1991, 36 additional 
upgraded systems will be purchased to allow for interactive, multi-media training using 


digital video interactive (DVI) technology. 


The Department of National Defence 
Course Title: Basic Math and Physics Courses 


Clients: Students in the Fleet School in Halifax 


Technology Used: Computer-Based Training (CBT) 


A computer lab, open 24-hours a day, was set up in the Fleet School to allow 
learners to study these pre-requisite courses at their convenience. This type of training 
allows those sailors whose ships are in for repairs to take advantage of this time to 


upgrade their skills. 
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Employment and Immigration Canada 
Course Title: The Airline Ticket - A Tool for Examination 


Clients: Examination officers and custom employees in the Immigration 
Section (about 100 at various ports of entry across Canada) 


Technology Used: Computer-Based Training with an interactive video component 


The interactive video portion simulates real-life situations that the learner will 
encounter on-the-job. The training system (hardware and courseware) is sent out 
regularly to airports. Here learners can access the training whenever it is convenient 


for them. 
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